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I. POLICY: 

It is the policy of the Montana Department of Corrections to provide adequate staffing levels to achieve 

the Mission of the Department and to provide safe and secure correctional facilities for the public, staff, 

and offenders. 

 

II. IMPLEMENTATION: 

 This policy was re-numbered and revised on June 1, 2002. 

 

III. AUTHORITY: 

 2-15-112, MCA.  Duties and Powers of Department Heads 

53-1-203, MCA.  Powers and Duties of Department of Corrections 

 

IV. DEFINITIONS: 

Shift Relief Factor means the process used to determine the number of staff necessary to fill 

posts/positions determined essential for the operation of the facility or program.  

 

V. PROCEDURES: 

A. Correctional facility staffing needs are dependent upon a variety of factors including: 

• number of offenders;  

• classification and security needs of the offender population;  

• the physical plant;  

• internal and external security capability; 

• offender schedules for meals;  

• medical call; 

• visiting;  
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• transportation; 

• industries/vocational/educational programs; and  

• other operational characteristics unique to each correctional facility. 

 

B. When analyzing the staffing needs of a correctional facility, the following indicates some of the 

major issues that must be addressed: 

1. Department and Facility Mission Statements: 

The Mission dictates the activities and services that are to be provided in keeping with good 

correctional practice and legal mandates.  Standards and constitutional requirements also 

impact the level at which certain activities and functions occur in a correctional facility. 

 

2. Physical Plant Layout: 

The physical design, layout, and internal and external security capability of the correctional 

facility directly impacts staffing levels.  The physical plant dictates the staff's ability to maintain 

observation and sight and sound contact with offenders, patterns of activity and movement, 

the ability to appropriately classify offenders, and to a large degree, the ability and methods of 

supervising offenders. 

 

3. Operational Characteristics: 

The classification of offenders, nature of the population, number of offenders, and offender 

needs have a major impact on staffing levels.  Offender work, industries, programs, services, 

transportation schedules, medical care, and other internal factors dictate in large part the 

number of posts that must be established and when they must be manned.  In some instances, 

these operational characteristics can be determined by the facility; however, in other cases, 

such as the receipt of new offenders from the courts and services mandated by court order, 

the facility must provide staffing levels appropriate to address these needs. 
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4. External Factors: 

Most correctional facilities operate under some restrictions and/or requirements imposed by 

outside agencies or regulating bodies.  The following represents a sample of some of those 

outside factors: 

• Bargaining Unit Agreements 

• Court Orders 

• Consent Decrees/Settlement Orders 

• State and Federal Regulations 

• Standards imposed by sanctioning/licensing bodies. 

 

5. Shift Relief Factors: 

a. The Shift Relief Factor is a calculation used to determine the number of staff required to 

man each post.  When applying Relief Factors, calculations are made on the basis of the 

number of days and hours that a post must be manned each week.  This method of 

determining adequate levels of staffing includes a post/position analysis, identifying when 

each post must be manned and the portion of time that staff is not available for work, such 

as times when staff are away from their post.  An incorrectly calculated or applied shift 

relief factor will, in most cases, result in inadequate coverage of critical posts or positions, 

or in the inappropriate and costly use of overtime and/or compensatory time.  

  

b. Shift relief factors differ for each correctional facility and are typically calculated by 

determining regularly scheduled and unplanned days off, vacations, holidays, sick days, 

training, military leave and other leave days such as:  

• funerals, injury, disciplinary actions that result in lost days of work; 

• the time that it takes to fill vacancies; and 

• the turnover rate. 

   

c. The following is the sequence of issues that are addressed in determining a shift relief 

factor for seven-day and five-day posts: 
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i. Number of days per year the facility is closed (if any) 

ii. Number of facility work days per year 

iii. Number of regular days off per employee per year 

iv. Number of vacation days off per employee per year 

v. Number of holiday days off per employee per year 

vi. Number of sick days off per employee per year 

vii. Number of other days off per employee per year (FLSA, military leave, family 

medical leave, worker's compensation, disciplinary leave, bereavement leave, etc.) 

viii. Number of training days per year 

ix. Total number of days off per employee per year (equals c + d + e + f + g + h) 

x. Number of actual work days per employee per year (equals 365 - i) 

xi. Meals (time away from posts for meals and scheduled breaks) 

xii. Actual workdays per year (j - k). 

xiii. Shift Relief Factor (equals b / l). 

 

Shift Relief Factors should be calculated/updated for all correctional facilities annually and 

should be used as the basis for determining the appropriate number of staff that is required to 

man all identified posts/positions.  Attachment A represents an example of a shift relief factor 

calculation.   

 

C. Conducting a Staffing/Post Analysis: 

1. The unique features of each correctional facility in terms of the physical facility, number and 

classification of offenders, offender programs, and other factors may preclude the 

establishment of staffing ratios that can be applied to all, or similar correctional facilities. 

   

2. Aside from the use of Shift Relief Factors to determine the number of staff required to 

adequately supervise a specific post or position, the determination of how many 

posts/positions are required to safely operate a correctional facility is a subjective decision 

arrived at through direct observation of the activities that take place on each post, on every 

shift.  The best professional judgement of correctional administrators has been the determining 

State of Montana
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factor in making recommendations about which posts/positions are required to be staffed in 

each area of a correctional facility to ensure a safe and secure operation. 

 

3. It is recommended that every correctional facility conduct a thorough staffing analysis of every 

post/position on a biennial basis, or more often if changes occur in the facility that warrant a 

review of the staffing pattern.  When conducting a staffing analysis, it is recommended that the 

Facility Administrator establish a team of experienced correctional professionals, to include 

staff from the facility, the central office, other Department correctional facilities, or external 

agencies.   

 

4. The results of all staffing analyses, the calculations that have been developed to determine 

Shift Relief Factors, and recommended staffing patterns must be submitted to the Director for 

review, discussion and approval. 

 

5. The Director will utilize the results of the staffing analyses in determining how Department 

fiscal resources will be requested and allocated. 

 

VI. CLOSING:   

 Questions concerning this policy should be addressed to the Director or the Facility Administrator. 



DEPARTMENT OF CORRECTIONS 
 

SAMPLE FORMAT FOR CALCULATING 
FACILITY SHIFT RELIEF FACTORS 

 

 
 
 
 
 
 
 
 
 
 
 
 

 
Shift Relief Factor (SRF) 

 
7-Day SRF 

 
5-Day SRF 

 
a. 

 
Number of days per year the facility is closed  
(i.e., no services are offered) 

 
 

 
 

 
b. 

 
Number of facility work days per year  (365 - a) 

 
 

 
 

 
c. 

 
Number of regular days off per employee per year 

 
 

 
  

 
d. 

 
Number of vacation days off per employee per year (actual) 

 
 

 
 

 
e. 

 
Number of holiday days off per employee per year (actual) 

 
 

 
  

 
f. 

 
Number of sick days off per employee per year (actual) 

 
 

 
  

 
g. 

 
Number of other days off per employee per year  (military leave, 
disciplinary time, emergency leave, funeral leave, etc.) 

 
 

 
  

 
h. 

 
Number of training days per year 

 
 

 
  

 
i. 

 
Total number of days off per employee per year  
(c + d + e + f + g + h) 

 
 

 
 

 
j. 

 
Number of actual work days per employee per year  (365 - i) 

 
 

 
  

 
k. 

 
Meals (.03125 downtime factor x j)   
 (20-minute meal break away from post) 

 
 

 
 

 
l. 

 
Actual work days per year  (j - k) 

 
 

 
 

 
m. 

 
Shift Relief Factor   (b / l) 
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